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Tne Price of a Token 
As women! preak the barriers that blocked entry into certain 
protessions and training fProgramS, an insidious ‘pattern of 
experiences may develop, a process reterrec te as tukenism. 
Tokens may experrence the thrill ot achievement in a new realms 
but they often oay tor their successes with a nagging sense oft 
Ceviancee Jugith Long LawS (1975) poe 51-52) aetines peas 
wts restrictions, and its unaviodable consequences: 
Tokenism 18 Likely to be tounc whenever a dominant group is 
under pressure to Share priviledge, power, or other 
aesifraple commodities with a group which 1s excluded. 
Tonenism 1S the means by which the comirant group advertises 
32 prom1se of mobility between the dominant and excluded 
/ 
clusseSe By aetiniticny nowever, takenism involves moby lity 
which is severely restricted 1m Quantity, ana tne Quality of 
mocvcdlity 18 severely restricted aS welle The token does not 
pecone assimilated into the dcminant arcup tut iS aestined 


for oermanent marginalitye The token 18 a member of an 


ungerreoresented grout, who iS Operating on the turt of the 
aominant group, unaer license trom ite Tne institution of 
tokenism has advantages both tor the dominant group ang for 
the  andiviagual who is chosen to serve as Tokene These 
advantages obtain, however, only when the aetining 
constraints are respected: the flow of outsiders into the 
gominant group must be restrictec numerically, and they must 


not change tne system they enter. 


uy this detinition, era Kanter”s (1977) simple numerical 
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Getinition (less than 15% cf the group), the first women to enter 
the united States military Acacemy dt West Point i a were 
Cleorfly tokense Tney were admittea in response = to a 
Congressional mandate; these positions Nad, Dy definition, voeen 
exclusively male; ana a west POint degree certainly proves 
acvanta,eous tor any Army ofticer pursuing advancement (Ellis & 
Moore, 1974). However, with tne acdition of greater numbers of 
woren into the aanstitution through the natural progression oft 
annual admissions, west Potnt ottered a chance to stuay both the 
effects of toxenism ang its reduction over time. To illustrate 
the ettects of tokentsm, comparisons can be made between tokens 
(women) and dominants (men). The yearly increase Of women in the 
Corps otf Cadets provided an opportunity to examine reduced 
tokenism by the simple addition of greater numbers of outgroup 
memcers, a SOlutron suyaested Dy Rosabeth Moss Kanter (1971) 6 
,The comparison here will be between the pioneering Class of 1980 
and later classes, up te the Class of 19 8b" 
Project Athena 

in 1575, a year betore womer actively enrolted at west 
Point, Project Athena was tormalizea as a longitudinal joint 
ettort of the Army Pesearch Institute ana the UeSe Military 
Acacemye The goats of the project are: (a) to examine the impact 
the atmission of women has on the Acagemy, (b) to examine the 
wdividual adjustment of women aS Cadets, andy, most recently, (Cc) 
to evaluate graduate expervences ana adjustment in the regutar 
Artye Tne findings reported here are extracted trom three 


sources (vitters o Kinzer, Note 1; vVitters, Note 2; Adams, Note 
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53,5 spDannino the introaduction of temale cadets to west Point in 
19/o to the Class of 1965 whOse entry makes the integration oft 
women into each class cf the Corps completee In aadition, 
interviews ana observations of the summer training exercises of 
tne Classes of 14955 and 1984, conaucted by the tirst author, were 
us@o aS an intormation source. 

The subjects of the present. paper are the men and women 
entering west Point from 1976 to 198U. Ore nundred nineteen 
women joined 14566 men to make up the entering class of 14/66 In 
19/7, an adartional 104 women were admitted to west Point; 125 in 
Woy TST —aHn 1¥74, ana 151 in 198054 by the Fall of 1979, women 
were represented in every class (treshman-senior)», ana the total 
nermoer of women in the Corps increased trom 2% to &% in four 
ere , 

Ihe Prise ot a Igken 

According to Kanter (1977), tckens are visible, contrasted, 
and assimilated. Visibility occurs simply because the token is a 
novel item in a perceptual frela of dominantsSe Visibility is as 
constunt, obvious phenomenone. Even military uniforms do not 
mel epeky integrate women into a company at west Point; a caedal 
observer can easrly identity women cadets as they march by in a 
Paradee visibility produces pertormance pressures tor the tokens 
as their every move 1S ncticea ana easily recallede 
Aaditionally, the natural visibility of tokens absorbs dominants 


into the perceptual ground, making dominants fearful that tokens 


May Cossess a competitive edccee 


The contrast etfect also results from the perceptual 


y 
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ditterences between tokens ard domtnants, but the emphasis here 
1s on tne difference itselt. tnaividust. aseinants are unique, as 
are iNatvidgual tokens, but che waa tusdnnueee hentia ene in 
comparison with between~group CONtrastSe These croup 
ditterences, or contrastS, generate uncertainties among dominants 
acOut how to act toward tokense Every institution Nas Its Own 
norms which are communicated through informal, social networks. 
Tokens who do not fit Into this network are isolated, thus they 
lose an a important source oft information ana interpersonal 
aratificatione 

Finally» the uncertainty of dominants about how to act 
toweru difterent tokens can readily be reduced by the use ot 
stereotyOese Dominants may begin to treat tokens as Generalized 


otherss a process called assimilatione From the perspective ~ ot 


the token, assimilation creates role  encapsulations 


Paraduxicallys tne tokens although clearly visibie as an unique 
croup member, loses some of hiS or her individuality and simply 
becomes a member of a stereotyped group who is expectea to act 
(anu succeea or tarl) in stereotypic waySe 
Visibility 

WO OMe Can deny that the admission of women into West Pornt 
receiveag a great cCeat of news Notoriety. phetographers were 
repeatedly singling Out women tor pictures; reporters were 
seeking women for personat interviewS, and military VIPS were 
always close oy as obtrusive otservers to this change to west 


Point traaitione For examnle, during summer training anda 


throughout the academic yeary 1t wasS a Common sight for the 
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dent nanies “to oMserve some high ranking official ora media 
repres@ntative talking to a re about her early experiences or 
acjustment. but, as Kanter (1977) showed, even good press can be 
bad press when 1t emphasizes the visibility of tdteaes This 
visibilitys in tunn, can lead to tears in dominants and 
pretormance pressures tor the tokens. 

The 1940 graduation of the first class of women brought 
female cadets Dack into the Limelignhte Many dominants became 
critical of the fact that more than 2UU news personnel: naa 
applied for press passes to cover the tirst coed graduation at 
West Pointe The common theme among male cadets became, "Its our 
Gragudtion tooe” It is Likely that the value Of graduation 
ceremonies, a onCe-in-a-lifetime event, increased for male 
cadets, since they were tndistinctive members of the cominant 
aroup (Fromkinyg 1970).5. This, in turny may have ennhancea the 
intrusiveness for the men of the attention paid to womene 
Rewentnent among aominants was an inescapable by-product of the 
nctoriety of the successful temale cadets. 

This concern among comirant male cadets was evident at other 
times, most notably those times: when competition existed tue 
scarcer lucrative resourcese Male cadets in tne Chass of 1Y98U 
expressed tears that women weuld pecnive first-chcice assignments 
at the expense of men in trooo leacer training (summer exercises 
betore the junior year aesigned to provide realistic Leadership 


experiences). This fear also expressea itsetft within. the 


military aevelopment system, a serves of ratings Of each cadets 


Leagership effectiveness which includes ratings from peers anda 


| ear f 
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the cadre of upperclass. cacetSe A strong reason listed by cacets 
tu prevent fraternization tetween women cadets ana upperclass men 
was a tear that women woulda be preferentially treated. 

The public Law (oetense Approor ration Act ot 19/76; Public 
Law 44-1066) authOrrz1ng the aamission of women dictated that 
*seeothe academic ana other relevant standards reaquirea tor 
appointment, (admissions) trainings gracguationy, ana commissioning 
ot female individuals small be the same as those required tor 
male inatviduals, except tor tncse minimum essential adjustments 
in Such Standaras requirea because ot physiological ditterences 
between male ana temate indiviguals.” Theretorey, Acagemy 
ofticials plannea ‘very tew changes to traaittonal proyramse 
Women were to participate eguaity in the four major areas ,ot 


cadet oaevelopment: intellectual, military, moral/ethical»s ‘and 


Physical. 


. 


uf these areas, the pnysicaltl ability of cadets’ figures 
sutstantially into their success at west Potnt (Yoder, Rice, 
AuamS, Priest, & Prince, Note 4)- It 18 in thts area that genaer 
ditferences are most pronounced, and that West Point was given 
the leeway tO make accommodating changese It 1s also In this 
area that women felt the strongest pertormance pressures ana that 
Institutional changes were most strikinge 

There is ample eviaence that women in the first class tet 
pressured to pertorm wetle For example, oauring Cadet Basic 
Training, women reportea feeling more stressea tnan aid men. By 


the ena ot the two-month initiation period, 16% of the women ana 


10% of the men Left the Acacemys Women entering in 1976 pusnea 
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themselves Dy  agnoring phystcal maladiese TheSe women missed 
physical training on a medical excuse half as often as Later 
classes of women. AS ae tactical -ofticer commented, “The women— 
who faibout™ really try Nara to earn peer accept ancee They run 
cn their own wn their tree time tm the evening, but the darly 
training gemands are so Great on the boay that these women are 
only Continuing to tear down rather than build up their stamina” 
(Adams, Note dy De 152)6 

Based on several studies, sentor Acaaemy officials adopted a 
policy of equivalent training 1m some physical tasks for women 
and mene These stuaies provided empirical evidence to describe 
anthropormetric ditterences “petween men and women. However, 
these modifications in the physical education program to take 
mnto account the physiological arfterences between men ana women 
were critically acceptea by some male cadets as eviaence that the 
acmission otf women resulted mn lower stancarase During the 
conuuct of interviews with rere at the various tratning 
sites, one octficer Indicated that he no longer wore his west 
Point class ring to sympolize nis rejection ot the “new” Academy. 
A recurrent pattern 1n these interviews was tor Acagemy serwounet 
to equate sudstitutions, mcdarfications, and deletians of physical 
activities with “Lowered sStandardse” It appears that one 
potenttal consequence of aacing tcken members to an organization 
is lowerea ratings of occupational prestige (Touney, 1974). 
Contrast 

it is caaets” concerns about dating that best reflected the 


effects of contraste The soctal interaction of men and women at 
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the Academy created uncertainties tor the dominant men that aia 
not exist betore the admission of women. In response to a 
Surveys Some cacets detineo cating as seeing two cagets “‘fapether 
A multiple occasions, and they fregarded mere association as 
evigence of tavoritisme This broac interpretation of the social 
interaction otf women anc men served to isolate women. Many 
Gating.cacets Nave been verbally and nonverbally harassede The 
result waS an atmosphere in which women were detensive and wary 
oe peer interactions tnat would otherwise have ceen 
protessionally|anu personally aratifyinge 

Senior offfrcrals at the Academy have Initiated several 
interventions designed tO reduce the uncertainties of dominants 
acout how to act toward tokenSe for example, educational and 
training seminars and workshops have been concucted with gominant 
memuers in leadersnip rolese The focus ot these activities has 
been on Learning how to duels with the dynamics ot diieiutes 
UNTETSe Dating and traternization (improper -Sentor- Subordinate 
relationsnips) policies were revised to provide clearer 


QCuidelines about appropriate ana inappropriate behaviorse 


The stereotype that women are pnysically Subordinate to men 
encoura3seac men cd \\symut taneous y protect women ana tear the 
prefer*ntial trear7ent\ot woren ana Llowerina of the Academy”s 
Standards. Ith, i$ the\ protection ot ftemate cacets that most 
clearty demonstrated the a similtation of inuiveduall cacets into 
tne stereotypical netptess\ rote ot womer. Ouring the summer 


training at Camp Buckner where\teams ot sophOmore cadets were: 
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required to assemble a temporary bDridger women were given less” 
Strenuous roles by their male peers and were physically relteved 
of heavy Duraens. dapeehy eatin, interviews indicated that women 
of smalt stature and those who aig NOt possess a “command voice” 
weve most frequently the targets ct stereotyping, being assigned 
to less strenuous roles by team leaderse 
Regucing Igkeniss 

Although there are many Negative consequences of tokenismy 
yt is frequently a necessary tirst step in apening the doors for 
Outy,roup memberse Sexism has not. been eracicatea trom west 
Pointe HOwever, the odious comparisons of outgroup members and 
Cisparaying reTarks tOwarfd women cadets have been ettectively 
reduced. Traditionally, the UsSe Military Acacemy has been a 
bastion of the macho imagee Changes have been made, and plans 
are continually being tormulateu, implemented, ana evaluated to 
achieve the goal of a truly egalitarian institutione with this 
Caution in mind, let us review the'orogress that Nas been made 
thus tare This progress Can be attributea tc three agents: the 
institution, the dominant grOud, and ingividual tokens. 
Institutional Solicies 

The institutional supports tor reducing the token status of 
women cadets ftalt into tnree categories: Increased numbers over 
time, Sustained Commitment to the success of women, ana a 
reassessment of training goals. Kanter (197/) suggestea that 
increaSing the number of outgroup members In an Crganization will 
reduce tokenism. Ihe temale cadets of 1976 comprisea 24 of the 


Corps; on’ graduating, women mace up 48% of tne Corpse (the 


we | 
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laryest class of women, 151 ‘or slightly over 1U% of the Class of 
1944, recently enterea the Academy o) 

As the numper of women at ._hest Point Increased, some 
problems of the first Class cisappeared. Later classes of women 
were willing to sina PhySical tbktness or injurye Attrition 
rates tor women Leveled off, avd are more comparable ‘6 the . 


percentages ot men leaving each classe AS women entered the 


. 


t 


ranks of upperclass cadets, they became the members of the cacet 
chain ‘of command who leag ana evaluate underclass cadets. These 
upperclass women, as well as fee temate tactical officers and 
temale faculty members (mylitary and civilian), serve as role 
models (Darley, 19/6)~ Simply put, time is an ally of change. 
Although the passage of time has helped soothe. the impact, ot 
Chance at West Point, it clearly is not a sufficient solutione 
In tne course of many interviews conducted curing the summer 
training sessions 1n 198U, some cadets and officers alike -stvht 
voiced doubts about the aamission of women. Sut the bottom Line 
in all these conversations is that the orcers are clear ana 
urwavering: women are to be integrated into the Corps ot Cadets. 
“women afe coming to west Point,” wrote the ene Sune rintenuent 
in 1975. “we have our orders, and it is our responsibility to. 
imelement them to the best of cur ability” (Vitters %& Kinzer, 
Note 1, 9 10). This philosophy has oersisted at west Point; 
ofticially,s the debate apovt the appropriateness of cadet women 
ended in 1¥%75. The present Superintendent, in mis annual Fall 
acdress to the statf and faculty, stated that women are 3t west 


Point to staY.e. He cemented nis position oy oftering to arrange 
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tor the reassignment of any statt membder who felt that he or she 
could not support women at the Academye Unwaveritng institut ronal 
Support has contributed to the successes cf the token’ group 
(Fettigrew, 1961). 

The tinal institutional Support involved a reassessment otf 
training goalse kecognizina the impact of physical ability on 
performance ratings and peer acceptance, a series of shaeius was 
comaucted, ana changes were made in the training Schedules of 
treshnen and sophomore cacetse Most changes centered around 
ditterential uoper vouy strengthe In reviewing these” changes, 
and the resultant cries by some Academy personnel that standards 
have been Lowered, an unoerlying bias has emergea: each change 
waS mage to reduce the tarlures of temale cadets, not to exploit 
tne valuable contributions women have to offere Virginia 
O°Leary”s (19/4, pe #15) warning is pertinent: “eeetne adoption 
ot male-valued traits ieee, rational, analytiye ortemtation) may 
preclude the aevelopment and/or expressicn of traits highly 
valuea in the temalee"™ Although the  mnstitutionat supports in 
making changes are laudable, future eftorts should consider women 


as valuatle resources, not potential Liabilities. 


Domingns Group 

Change in the dominant group, male cadets and rere at 
west Pointy, occurrea over time a1aing, In the integration ct womer 
into the Academy. Peaele assianead to ‘hest Point since 1976 
Capect women to oe part of the co ee when women 1n- the 
pioneering class arrived in re, the all-male classes oreceatng 


them hag teen caught uo In tne debate about the appropriateness 
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and viability of admitting women. As these classes graduated and 
New classes took oie place, men In each subsequent class have 
more egalitarian attitudes toward women’s roles in society in 
generate’ Adaittonally, instituticnal policy forbids anti-ftemale 
@apressions, which although seeminaly superficial, may be a tirst 
step toward changing attitudes by changing, or af least creating 
an awareness ot, discriminatory behaviors (Deutsch & Collins, 
1951)6 
Tokens Themselves 

women at West Point have a natural advantage over tokens’ in 
many Other institutions: althouGh female cadets comprise a small 
percentage ot the CorpS, they are a tormidable group in terms of 
Numcerse unlike the Lone token executives, women at the Acaaemy 
snare their experiences with other female classmates. This 
allows natural social comparison reneineees 1956) processes to 
occur (barley, 1976). Female suoport groups (Laws, 1975) are 
available, weit notadly tne women”"s intercollegiate basketball 
team ang the Corbin seminary, an extracurricular aroup formed to 
deal with women’s issues. In tne Class of 1980, temale cagets 
did not exploit these resources to the fullest anc, wubweqUentlys 
many Nave lett west Point feeling less positive about. their 
exPefiences than dia their male ssuneenpakee tenieety Grove, & 
rere Note 6). fhe availanility of support grouos 1S not 
sutficient. Institutional and peer support needs to demonstrate 
to women that mempership in these groups will have no format or 


intormal neaative conseauences, and the women the™selves reed to 


actively seek out anc support each othere 


1a 


14 


Informal observations of recent classes of temale cacets 
uncovered some changes In this are@ae A look at training 
exercises, especially the obstacle Courses, showed wOmen pairing 
and clustering 1m groups to provide both informational and moral 
Support. Upcoming, Planned research at the Academy will focus on 
role contlicts and the ‘successful and unsuccesstul strategies 
womem cadets use to cope with these conflicts. 

Tokenism iS a process which has been described within 
busbness (Kanter, 19/7), acacemics (LawSy 19/5), andy, In the 
apelewt papery the militarye Buty longitudinal data collections 
at west Point allowed tne authors to venture beyond descriftion 
into the realm of arecerietinné Tokenism may Simply be a tirst 
step in the integration process, if large’ numbers oft outgroup 
memuers can not immediately be admitted irto an institution en 
masse (a solution that avorvas tokenism). Also, inhenien may be a 
tirst steo if institutrvonal supports are such that the hegative 
ortvers of tokenism are reduced over tim@e The latter %s the 
cose for west Point, where growing numbers Of women, unwavering 
Institutional Support, ana time nave fe tped to facilitate the 


integration ‘ot women into the Corps of Caaets of the Uniteco 


States Military Academy. 


Te 
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Footnotes 


This paper represents the views of the authors ano not the 
oftticial position of the UeSe Military ACademy, the UeSes Army, or 
any other aovernmental agency unless so designated by other 
authorized documentse Tne authors wish to thank Cpte Barbara 
Lee, kKovert Priestys and Cadet Susanne Traxler tor their eaitortral 
commentSe Parts of the present paper, were presented at the 
meetings of the American Psychological Association, Montreal, 
September 198. rs ; 

latthough tokenism 1s not necessarily a sendereretates 
ysSue, the focus of most references and the cata set used \nere 
Ceal with tokenism aS a Teminist concerne 

2an entering class at the Us. Se. Military Acagemy is 
vaentitied by the year the members expect to graaguatee For 
example, the first women who entered the Academy in the summer of 
1976 graduated four years later in the Class of 198. ' 

+ est tout is 4 term used to faentity a cadet who tails to 
‘complete a specitied running exercise within 15 seconds of the 
Larger grouDdDe women who fell out aid not mecessafily stop 
rurning, rather they finished the exercise at a slower pace than 
gid the group as whole. \ 


4 ; ro 
These atitudes were measured by Soence and Helmreich’s 


(1972) Attituages toward women Scale. | 


